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Plann�ng and Runn�ng a Judg�ng Compet�t�on

Before the Compet�t�on
1. Comm�ttee 

 Members of the comm�ttee could �nclude: sen�or members, leaders, parents and 
other 4-H volunteers who are �nterested �n help�ng out. 

2. Locat�on

 Choose a locat�on that �s su�table for the type of compet�t�on that the comm�ttee �s 
host�ng. Local agr�cultural soc�ety grounds are conven�ent. The grounds are often 
equ�pped w�th load�ng and handl�ng fac�l�t�es, panels for mak�ng pens, bu�ld�ngs, 
and park�ng. 

 If the compet�t�on w�ll have sheep and sw�ne classes, pens w�ll be needed to hold 
the an�mals. Allow room for the horses and breed�ng an�mals to be moved around so 
that the contestants can see how they walk.

3. Classes

 Determ�ne what types of classes w�ll be judged. 

 If there are a number of members com�ng to the compet�t�on who are from non-
l�vestock clubs, the comm�ttee may want to �nclude classes on some of those �tems, 
such as small eng�nes, sew�ng or foods. Cons�der �nclud�ng some novelty classes 
such as footwear, oranges, jeans or some other �tem. W�ll there be a qu�z class? Have 
a back up class.

 Cons�der �nclud�ng a sess�on at the start of the compet�t�on about the bas�cs of 
judg�ng and fill�ng �n a judg�ng card �f you expect a large number of beg�nner judges.

 When members attend the Prov�nc�al Judg�ng Compet�t�on, they judge beef, da�ry, 
l�ght horses, heavy horses, sheep and sw�ne.

4. Oral and wr�tten reasons

 The comm�ttee needs to dec�de �f there w�ll be all of one type, or a comb�nat�on? W�ll 
some classes be judged for plac�ngs only? If there are classes that have oral reasons, 
�t �s a good �dea to have more than one person l�sten�ng to reasons for that class. The 
compet�t�on w�ll go faster.

5. How long for the classes? 

• Plac�ngs only class – allow 12 m�nutes per class. 

• Oral reasons class – allow 15 m�nutes per class

• Wr�tten reasons class - allow 20 m�nutes per class.

6. Compet�t�on Schedule/Format

 There are several d�fferent formats the comm�ttee can cons�der. 

• Contestants judge all the classes first �n rotat�on, then have oral reasons 
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presented to the reasons judges. 

• Judge a certa�n number of classes, present oral reasons on them, judge 
the rema�nder of the classes, present oral reasons or the rema�nder of the 
oral classes.

• All classes, oral reasons or �d stat�ons are �n judged �n rotat�on. You may 
choose to have a rotat�on that �ncludes oral reason stat�ons �mmed�ately 
after each oral reason class. 

 T�m�ng of the compet�t�on schedule w�ll depend on the comm�ttee’s dec�s�on to have 
plac�ngs, wr�tten reasons or oral reasons classes and format of the day.

7. D�v�s�ons

 Determ�ne how the members are go�ng to be d�v�ded up. W�ll the d�v�s�ons be:

• Jun�or/sen�or

• Nov�ce, jun�or, sen�or, open

• Jun�or, �ntermed�ate, sen�or 

 It’s up to the comm�ttee to make the dec�s�on. You may want to make your age 
groups match the next level of compet�t�on �f there �s one.

8. Pr�zes/Awards 

 W�ll there be pr�zes or awards? If so, for what? Jun�ors and sen�ors, top �n each 
class, top plac�ngs, top reasons? 

9. Lunch & Refreshments

 D�d the comm�ttee dec�de to offer lunch? It �s a good �dea to have at least ju�ce, 
coffee and a l�ght snack ava�lable. 

10. Pre-reg�strat�on

 W�ll the contestants need to pre-reg�ster? Or can they reg�ster on the day of the 
compet�t�on? 

11. How to record scores

 Cons�der the number of scores to record and the number of compet�tors.

• If the compet�t�on has the standard 5 classes (10 scores to record 
– plac�ngs and reasons comb�ned), there needs to be a m�n�mum of 75 
compet�tors to be benefic�al to use the computer�zed scor�ng.

• If there are between 16 and 20 plac�ng and reasons classes comb�ned, use 
the computer�zed scor�ng system w�th more than 50 compet�tors.

• Less than the des�rable number of compet�tors g�ven the number of scores 
to record, �t w�ll be effic�ent to manually score the compet�t�on or use a 
computer spread sheet to record scores.
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12. Groups & Numbers

 Does the comm�ttee want to spl�t the contestants �nto as many groups as there are 
classes, or judge two or three classes, then move on to the next group of two or 
three classes? If groups are smaller, then the an�mals are more eas�ly seen. If two 
or three classes are runn�ng at once, rather than five or s�x, the resource people and 
the l�vestock can go home more qu�ckly. Try to spl�t up the members who know each 
other - �t lessens the temptat�on to d�scuss classes wh�le judg�ng.

 At reg�strat�on, ass�gn each contestant a number. If you are us�ng the computer 
scor�ng system, ass�gn numbers as the system requ�res. If you are manually 
record�ng the scores or you are us�ng a computer spreadsheet, record�ng scores �s 
eas�er �f each contestant �s ass�gned a number to use on the�r cards, rather than 
the�r name. Record the names and numbers �n numer�cal order and record�ng class 
scores goes much qu�cker. You may want to ass�gn a spec�fic group of numbers to 
each age group. For example 1-50 jun�ors, 51-100 �ntermed�ates, 101-150 sen�ors.

13. Judges 

 When contact�ng the “offic�al” judges you should d�scuss the follow�ng w�th them 
and follow up w�th a letter:

• Date and locat�on of compet�t�on.

• What t�me – �t �s adv�sable to ask them to arr�ve a b�t early. Also, let them 
know what t�me you w�ll expect them to be fin�shed.

• How much t�me they have to talk about what to look for when judg�ng a 
class.

• What type of a class w�ll they be judg�ng? (For example: market an�mal, 
he�fers, etc.)

• What else �s go�ng on dur�ng the day?

• Are they expected to mark and/or l�sten to reasons?

• Honorar�um and expenses.

 Meet w�th all judges on the day of the compet�t�on for or�entat�on – classes be�ng 
judged, reasons, housekeep�ng deta�ls, last m�nute changes, etc. 

14. An�mals 

 When contact�ng people to br�ng l�vestock or �tems to judge, d�scuss the follow�ng 
w�th them and follow up w�th a letter:

• Date and locat�on of the compet�t�on.

• What t�me – �t �s adv�sable to ask them to arr�ve early. Also, let them know 
what t�me they w�ll be fin�shed.

• If poss�ble, ask them to br�ng a class w�th an easy w�nner and an easy 
bottom. If th�s �s not poss�ble, two pa�rs, a top and bottom pa�r. Th�s 
makes the classes eas�er to judge, part�cularly for beg�nner judges.

• Does the comm�ttee need to supply handlers for the an�mals? (Often 
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parents of contestants w�ll be w�ll�ng to ass�st w�th th�s.)

• Honorar�um and expenses.

• Do they need any spec�al fac�l�t�es for the�r class? Do they need pens for 
the an�mals, table, etc.

15. Volunteers requ�red 

 Could be sen�or members or parents.

Market�ng & Publ�c�ty 

• Advert�se the compet�t�on to other clubs, d�str�cts, etc.

Reg�strat�on Desk 

• Reg�ster part�c�pants and ass�gn compet�t�on number.

• Handout judg�ng cards and other �nformat�on related to the compet�t�on.

MC and t�mekeeper

• Introduce the offic�al judge(s).

• Announce when t�me beg�ns and keep track of t�me. Announce 10 
m�nutes, 5 m�nutes, 2 m�nutes, 1 m�nute and t�me.

• Tell contestants when to move to the next stat�on, and wh�ch way to 
move along.

Marshal 

• 1 per class

• D�rect travel of l�vestock. Act as r�ng-man.

• In cattle classes, the an�mals should walk around the r�ng at least four 
t�mes, then they can be l�ned up head to ta�l, and after a per�od of t�me 
they can be moved to stand s�de by s�de. When mov�ng the an�mals from 
the head to ta�l pos�t�on, to the s�de by s�de pos�t�on, you may want them 
to c�rcle the r�ng �n the oppos�te d�rect�on a couple of t�mes.

• In horse classes, the an�mals w�ll be walked and trotted �nd�v�dually 
before they are stood up. D�v�d�ng the group �nto two, and have each 
group stand at e�ther end of the arena where the horses w�ll be mov�ng 
seems to work well. Stand the horses head to ta�l for a wh�le, and then 
move them to stand s�de by s�de. If the group �s large and you have the 
space, spl�t the group �nto four and have them stand at the four corners of 
a square or rectangle and ask the horses to walk on the ends and trot or 
jog on the s�des of the rectangle.

• In sheep and sw�ne classes, the marshal should ass�st members to get a 
good v�ew of the an�mals, and also to handle them �f necessary. As well, 
they control the access to the an�mals �f you allow members �nto the pens 
for a closer v�ew of the an�mals. 
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• Collect the judg�ng cards when the contestants are fin�shed fill�ng them �n, 
and g�ve to the cards to the card runner.

Reason Takers 

• If the offic�al judges are not l�sten�ng to reasons, th�s job �nvolves l�sten�ng 
and scor�ng the oral reasons based on the judge’s offic�al plac�ngs and 
comments.

Card Markers

• 1 or 2 per class.

• Th�s job �nvolves find�ng the score for plac�ngs on the Hormel and 
record�ng �t on the card. (If not us�ng the computer�zed cards.) 

• If the offic�al judge �s not mark�ng the cards, th�s job enta�ls mark�ng the 
wr�tten reasons based on the judge’s offic�al plac�ngs & comments. 

Card Runners

• 1 – 3 people, depend�ng on s�ze of compet�t�on.

• P�ck up the cards from the marshals at each class and del�ver the cards to 
the markers or recorders. 

• Ensure that all cards are collected for that round.

Group Leader/Superv�sor

• 1 person/group.

• Ensure that the contestants move from class to class.

• D�scourage contestants from d�scuss�ng the class wh�le judg�ng or 
judg�ng the classes together, and to encourage the contestants to judge 
�ndependently.

Computer Operator (Computer�zed Scor�ng)

• 1 – 2 people

• Th�s job �nvolves scann�ng/record�ng the scores from the cards �nto the 
computer program. 

Recorder (Manual Scor�ng)

• 1 – 3 people

• Record scores from plac�ng and reasons cards.

• Tabulate the overall scores.

Soc�al Act�v�t�es 

• Plan soc�al act�v�t�es after the compet�t�on. 
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15. Suppl�es to have at the contest

General Suppl�es

• Judg�ng cards – one per contestant per class plus extra (wr�tten/oral)

• Pens/penc�ls

• Record�ng sheets – to be used for smaller compet�t�ons or for backup �n 
case of computer fa�lure

• Calculator or add�ng mach�ne

Computer�zed Scor�ng

• Computer

• Pr�nter

• Pr�nter suppl�es

• Paper

• Scann�ng wands

Manual Scor�ng

• Hormel – one per class plus a spare

• Mask�ng tape – to tape the Hormel’s �n place once they are set

• Felt Marker – to wr�te on the mask�ng tape wh�ch class the Hormel �s set for

Dur�ng the Compet�t�on
1. Or�entat�on Meet�ng 

• Meet w�th judges and volunteers to rev�ew the format of the day, 
housekeep�ng deta�ls, adv�se of any last m�nute changes and answer any 
quest�ons.

• Have one person on your comm�ttee ass�gned to collect the offic�al 
plac�ngs and cuts from the judges once they have placed the�r classes. 

 Note: Ensure that there �s at least one person at the compet�t�on who 
understands how cuts (or spl�ts) work and can expla�n �t to any judges 
who are unsure, and can operate a Hormel �f you are us�ng one.

2. Reg�strat�on

• Record �nformat�on for each contestant. 

• Hand out judg�ng cards for all classes (the comm�ttee may also choose to 
hand out the cards at the beg�nn�ng of each class).

3. Break�ng T�es

• If a there �s a t�e �n a class, the t�e �s broken based on the reason score 
for that class. If there st�ll �s a t�e, then the person w�th the h�ghest total 
reason score should be declared the w�nner. 
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• In aggregate plac�ngs, t�es are broken by add�ng up the reasons scores 
and the h�gher reason score �s declared the w�nner. 

• If there �s st�ll a t�e, the recorder should randomly choose one class and the 
w�nner of that class w�ll be declared the w�nner. You may want to do th�s 
before the compet�t�on starts.

After the Compet�t�on
1. Announce w�nners and d�str�bute pr�zes/awards �f any.

2. Subm�t results (�f requ�red).

3. Subm�t art�cle & photo(s) to local newspaper.

4. Thank you letters to judges, �nd�v�duals who suppl�ed an�mals or art�cles to judge 
and volunteers.

5. Evaluat�on meet�ng and record recommendat�ons for the next comm�ttee.

Items that would be useful �n the plann�ng b�nder
1. Contact �nformat�on

2. L�st of offic�al judges

3. F�nanc�al summary (expenses, �nvo�ces, etc.)

4. L�st of respons�b�l�t�es

5. Rotat�on system for judg�ng

6. Blank judg�ng cards

7. M�nutes from any organ�zat�onal meet�ngs

8. Schedules

9. Scorecards to be posted, l�st of classes judged

10. Preferred reasons format

11. F�nal evaluat�ons and feedback, comments or suggest�ons
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Judg�ng Compet�t�on Plann�ng Sheet

Date: Locat�on

Task Who to contact Person Respons�ble 
for task

By when

Locat�on:

Sem�nar:

Set up: pens, 
tables, etc.

Order 
suppl�es from 
the 4-H Office

Arrange for 
other suppl�es

Food & 
beverages

Advert�s�ng 
– �nv�tat�ons 
to other clubs, 
reg�ons, etc.

Thank you

Pr�zes:
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Scoresheets for Compet�t�on

Scoresheets are pr�nted on legal s�ze paper and are ava�lable on the CD Rom.



Plann�ng and Runn�ng a Judg�ng Compet�t�on | Sec 4: Page 11

4-H Judg�ng Manual

Scor�ng Plac�ngs

Plac�ngs can be scored �n a number of ways. These �nclude hand scor�ng us�ng a Hormel 
sl�de, or figur�ng out the score manually. There are also some computer programs 
that can be used to calculate plac�ng scores. The first step �n understand�ng how to 
determ�ne a plac�ng score �s to be able to understand cuts. 

Understand�ng Cuts
Cuts (or spl�ts) are used to demonstrate the d�fficulty level �n a class and to determ�ne 
the score of your plac�ng of that class. In a class of 4 an�mals, hay samples, or apples, a 
cut �s ass�gned between each pa�r �n the offic�al plac�ng.

Examples

Class Plac�ng  4 2 1 3

Cuts     3-1-4

Plac�ng 4 over 2 �s a fa�rly easy plac�ng. 2 over 1 �s d�fficult. 1 over 3 �s aga�n, fa�rly easy.

Class Plac�ng  4 2 1 3 

Cuts     7-3-1

Plac�ng 4 at the top �s very easy. Plac�ng 2 over 1 �s fa�rly easy and plac�ng 1 over 3 �s 
close or d�fficult.

When you ass�gn cuts to a class, there are several rules to keep �n m�nd:

1. Your cuts may have any value from 1 to 8.

2. The sum of the 3 cuts should be greater than 6 but must be no greater than 15.

3. If the sum of your 3 cuts �s 15, your m�ddle cut must be no greater than 5.

4. If the sum of your 3 cuts �s 14, your m�ddle cut must be no greater than 8.

These rules ex�st only to make your scor�ng out of 50 work!

Remember:

• H�gher cuts mean eas�er plac�ngs. 

• Lower cuts mean more d�fficult plac�ngs. 
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More about Cuts
Your offic�al judge w�ll determ�ne the cuts (or spl�ts) on the class he placed. A change �n 
the value of the cut w�ll change your plac�ngs score.

Let’s take a closer look at the �mpact of d�fferent cuts:

Example

1. Suppose the cuts are 1-2-1. The range of marks ava�lable to the contestants w�ll be 
from 36 to 50 out of a poss�ble 50.

2. Suppose the cuts on the same class are 3-6-3. The range of marks ava�lable to the 
contestants w�ll be from 8 to 50 out of a poss�ble 50.

  Example 1  Example 2
 Plac�ng Cuts 1-2-1 Cuts 3-6-3

 4 2 3 1  50  50

 4 3 2 1  48  44

 2 4 1 3  48  44

 3 2 4 1  44  32

 1 3 2 4  36  8

 The ser�es of cuts �n examples 1 and 2 both �nd�cate a class that has a close top 
pa�r and a close bottom pa�r. The member w�th plac�ngs totally backwards from the 
offic�al plac�ngs would rece�ve a plac�ngs score of 36 �n example 1 and a score of 8 �n 
example 2.

2. W�th the spl�t of 3-6-3, more emphas�s �s placed on the ab�l�ty of the �nd�v�dual to 
properly place the class.

3. Suppose the cuts are 2-1-2. The range of marks ava�lable to the contestants w�ll be 
from 34 to 50 out of a poss�ble 50 po�nts.

4. Suppose the cuts on the same class are 6-3-6. The range of marks ava�lable to the 
contestants w�ll be from 2 to 50 out of a poss�ble 50 po�nts.

  Example 3 Example 4
 Plac�ng Cuts 2-1-2 Cuts 6-3-6

 3 1 4 2  50 50

 3 4 1 2  49  47

 1 3 2 4  46 38

 4 1 3 2  44 32

 2 4 1 3  34 2
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The ser�es of cuts �n examples 3 and 4 both �nd�cate a class w�th an easy top plac�ng and 
an easy bottom plac�ng w�th a closer pa�r �n the m�ddle. Aga�n, note the d�fferences �n 
the ranges of marks ava�lable.

Encourage your judges to put representat�ve spl�ts on the classes. We need to tra�n 
our members to �mprove the�r judg�ng sk�lls and decrease the element of luck �n the�r 
judg�ng. No matter how the member placed the class, he st�ll has the opportun�ty 
to �mprove h�s overall mark for the class by present�ng a good set of reasons for h�s 
plac�ngs.

Us�ng Cuts to Score Plac�ngs

Once you know the offic�al plac�ngs and the correspond�ng cuts, you can score your 
plac�ngs.

The follow�ng example shows how to determ�ne your score manually. 

 Offic�al Plac�ngs 4 2 1 3

 Cuts     3-1-4

 Your Plac�ngs 1 4 3 2

Now let’s compare your plac�ngs to the offic�al plac�ngs. There are s�x poss�ble pa�rs. Ask 
quest�ons for each pa�r as you see them �n the offic�al plac�ngs. Answer the quest�ons 
from your plac�ngs. Each t�me the answer �s “No”, you lose po�nts.

Here goes:

Q1. D�d you place 4 over 2?

A. Yes, so you don’t lose any po�nts.

Q2.  D�d you place 4 over 1?

A. No, so you lose 3 + 1 po�nts. (The cuts between 4 and 1 �n the offic�al plac�ng.)

Q3. D�d you place 4 over 3?

A. Yes, so you don’t lose any po�nts.

Q4. D�d you place 2 over 1?

A. No, so you lose 1 po�nt.

Q5.  D�d you place 2 over 3?

A. No, so you lose 1 + 4 po�nts.

Q6.  D�d you place 1 over 3?

A. Yes, so you don’t lose any po�nts.
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Now, total the po�nts you lost. Subtract them from 50 to get your final plac�ngs score:

Total po�nts lost = (3 + 1) + 1 + (1 + 4) = 10

Your Score  50 –10=40

Your score for plac�ngs �s 40 out of a poss�ble 50 po�nts.

Us�ng the Hormel Comput�ng Sl�de

To determ�ne the score us�ng a Hormel Comput�ng Sl�de, first you must have a sl�de. You 
can borrow these from a Reg�onal 4-H office or purchase them from the 4-H Foundat�on of 
Alberta.

For th�s example we w�ll use

 Plac�ng 2 1 4 3

 Cuts  2-4-1

Total the Cuts  For the Example = 7 (2+4+1)

On the cardboard p�eces, look for the card w�th the bold 7 along the top. 

Make sure that 2 - 4 - 1 �s one of the sets of bottom three numbers on one of the columns 
on that card.
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Us�ng the plast�c sheets w�th the red numbers, find the sheet where 2 1 4 3 �s the first 
ser�es of numbers �n one of the columns. (H�nt – the columns are grouped 1 and 2 first on 
one sheet and 3 and 4 on the other).

Put the red number sheet over the cardboard w�th the correct cut on �t and sl�de them 
back �nto the sleeve. L�ne the correct cuts �n the space prov�ded. L�ne up the column 
w�th the correct plac�ng on �t �n the space prov�ded and the scores should show up to 
the r�ght of the plac�ngs. 
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Now try a few. What �s the score for the follow�ng plac�ngs?

3 4 1 2 ___________________

2 3 4 1 ___________________

4 2 1 3 ___________________

3 2 1 4 ___________________ 

Answers: 25, 40, 40, 37

Examples

Here are some more examples. Try figur�ng the score manually or by us�ng the Hormel 
Comput�ng Sl�de.

1. Offic�al plac�ngs  2 4 1 3

 The cuts are 1-5-3

What �s your score �f you placed the class:

 a) 2 4 3 1 ______________________

 b) 4 2 1 3 _______________________

 c) 2 1 4 3 ________________________

 d) 3 2 4 1 ________________________
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 e) 3 1 2 4 ________________________

 f ) 3 1 4 2 _______________________

 g) 2 4 1 3 ________________________

2. Offic�al plac�ngs  1 2 3 4

 The cuts are 7-2-5

What �s your score �f you placed the class:

 a) 2 1 3 4 ______________________

 b) 1 2 4 3 ________________________

 c) 2 1 4 3 ______________________

 d) 3 1 2 4 ______________________

 e) 4 1 3 2 ________________________

 f ) 4 3 1 2 _______________________

 g) 1 2 3 4 ________________________

Answers: 

1. a) 47 b) 49 c) 45 d) 39 e) 19 f) 18 g) 50

2. a) 43 b) 45 c) 38 d) 39 e) 22 f) 13 g) 50




